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Assistant Director for Research and Reports T January 1952

Chief, Organization and Bethods Bervice

Report and Recommendatioss regeardiag the Administrative
Support Staff of the Office of Fesearck and Heports

1. FROBLEM.--Reviev of the orggnisstionsl structure, assigned responsitvilities,
and opsweding procedures of the sdminigtrative support staff of tae
Office of Ressarch and Reports.

The orgsnisation and methiods exsaiiers vwere accorded every ecurtesy
and the full cocperstion af the variocus aduinistrative elemerts of
the Office of Resssrch Reports. It should be noted that the
Administrative Staff (St/a) bas mde s concerted effort in tie past
few momths to isprove iim methods of operstion and to divide the work
more equitably smong its various components. Merked isprovesent

u? be seen in the services rendered and the records maintainad vy
BL/A.

2. FACTS BEARING ON THE PROBLEM. --

A, (See Chart of Present Organizatioa,

(1) office of the Assistest Director.--The DAD (Execu.ive)
has the dslegnted responafsility for all sdmisistration for QR of &
logletics nature and for ¢ on the continuity of the eme:rcises
of OBR in the fields of tration, in addition to his responsibility
for serving as Assistant Pirector in the absezce of the AD and carcrying on
the comtinuity of the exevcises of the Office in the field of operstiorsl
poliey. He is also Security Officer for ORR.

(2) The Administrgtive Officer {Chief of St/A) has the delegated
responsibility for fermuldiion szd direction of policy for el matters
relating to administrative management support necessary to ORl, and
must be thoroughly familismr with the substantive programs and operational
nwthods .

reseaarch

(3) Administretive Assistants sre located in all “eeveiime aivic

Decument No‘u:lou vghatfm #apts.m %e the Techniques and Metheds Division. Aleo,
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an séainistrative sssis$ant in the office of the Chief, phic
Research, services four divisions with the sssistance of onc adminis-
trative clerk,

B. ASSIGHED RESPORGIBIS ITIES OF ADMINISTRATIVE STAFT.

See St/A, Present Duty Assigmments, attached ss Ammex I 1.

C. OPERATING FROCEDUREY.

8ee Charts of Present Procedures, attached as Anmex V.
D. RECORDS.

(1) Files.--There is comsideradle duplicationm of administrstive
files among the Office o the Assistant Director, the Administresive
8taf?, and the various & visicps of ORA.

Administrative Staff hes made copsidersble progress In recrganising its
files on & functionsl dekis, such as training, budget, perscanel, sppli-
camts, travel, security, etc. In additionm to these fumctiopal f: les,
however, St/A meintains b perscnmel folder om esch individusl which
comtains coples of perscenel sctions, commendation mamorands, treip ng
memoranda, travel orders and vouchers, leave memoranda, etc. '

(2) BReports.--8t/A is required to make & bi-weekly persomnel
status report 1 8 Asslstant Director, a monthly progress reaport
ammingtcmmssmmm,amuyuuuimmwm
CIA/Career Service Bosrd, a semi-smnwal traimisg report to tue CiA/Career
Service Board (1), mad a yesrly report on all functioms of S:t/A. Special
raports are meds st the {irection of the Office of the Assistapt Director

Suck matters as projettion of the perscmpel.budget picturo for 155k,
/0 distribution by grade and & visiom, etc,

3. DISCUSSION.--

A. RESPONSIRILITIFS OF BAD (EXECUTIVE) AND CHIEF, St/A.

Obssrvation of the matwre of the delegated responsibilities of the

DAD (Exseutive) amd the Qhief 8t/A has confirmed that the DAD (Executive)
is concsraed with BNy nistrative details whi-h shouls not be his
responsidility and, conversely, the Chief of St/A is requireé to be
familisy with meny substantive matters which shouid aot roperly fal.l
within the purviev of thip positicn. Thus, the incumbemts of both
positions work under s bepdicap im carrying out their basic responsibilities,
In other words, the besic respossibility of a Deputy Assistant Director
should be to serve in the absence of the AD, carry cut operationsl policy
for the AD, snd foruulate and direct icy relating to sdministrative
support for sa Office. basic responsibility of a Chief of idnin s-
tration is geperslly understood to be implemsntatics of admipistrative
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poiicy se establisied and -0 ec’ as advisor only on ube eam hues
of policy.

It $s felt thet there is a tendescy to sssociate the term "Executive”
with purely sdzinistretive functicns and, thus, the position of a PAD is
weskened by the atitachmert of this term. It is &lso believed ihat in en
Office of the size and ceamplexity of ORR, the position of the DAD sbouwld
be relieved of performing administrative duties beyond the estsblisbaent
of policy. Likewise, thbe position of e Chief of Adminlstration for an
orrice consisting of more than | EE-os1tions cannot properly
serve the Office i a major portlon of effort 1s devoted to aubstantive
mattars.

B. FECPONSIBILITING OF ADMINISTRATIVE ASSISTANTS.

It bas been estimsted tast spproximately 20% of the tiue of tbe admionie-
trative assistants in the verious divisions is devoted to pevforming
sdministrative duties while the remeining 80f of time is devited to
operastions]l duties. Experience has demonstrated that decent-elization
of such dutles as preparstion of personnel sctlons, travel vouchers, etc.
requires that & conaidersble amoust of time must he devoted o training
aduinistrative sssistants, in spite of which freguent changues in
procedures, personnel, etc. necessitate correction by St/A o many
completed sctions in the divisions. Decentreiization also encourages
the existence of files apd records in the divisions which duplicate those
in the central files of £t/A.

C. HECORDS.

(1) Piles.--It is considered that decentralizetion o files of
an sdministrative nature ls undesireable, not only from the stamdpoint
of &uplication and unnecessary securlty risk, but crestes tho possibilicy
of violstlion of the privecy of ibese personsl matters which should Le koowro
only to the individual agd the central administrative staff serving zim.

It is considered thet tm regocnel folder meinteined in 8t/i oo sach
irdividunl is WRRGSSSor a8 the same informetion is entered on

the official Csrdex wh:lch ir meintained on esach individual. The reascrs
set forth in the above paragraph also apply to this metter, snd it is fel:
that the officlal sersonnel folder mairteined in the CIA Personnel J7fice
should bte the only such file.

(2) BReports.--The necessity for s bi-weekly report oi: the status
of personuel 1s questionsd in view of the tiae coreumed in pieperstior
of this report and the availsbility of the up-to-dste Cardex rflle to :eview
significent changes et say time.

This Office will sscertal:, independently of this report, whether m;r
information contained in the ORR monthly training report to the CIA/
Career Service Board can.se obtalned elsewhere from centrelired training
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files, thus elimineting necessity Jor preparing this repari. Ofk.

b, CONCLUSIONS,-~

A. FRESPOMSIBILITIES OF I¥D (EXECUTIVE) AKD CHIEF, &t/a.

The Office of the Assistmit Director, in the person of the Deputy
Assistant Dlrector, shoulrd coocern itself with sdmivistrstior solely
to the extent of esteblimhing policy, evelumting reports on sdminis-
trative matters, and recaivicg advice from the Admindstrative Sielf on
matters affecting edminimurative policy.

The Chief, Bt/A, should be responsible for performing those Guties shown
in the sttached Cutlipe o Eecommended Duty Assignments, and relateé
administrative duties, divorcing himself entirely froam perforaance of
sny substantive dutiles.

B, . TIVE ASSISTY

The adzdnistrative duties performed by tbe sdministrative assistants
should be centrelised in the ORR Administrative Btaff, re-slignment of
duties should be mede by division chiefs to assure full utilizetion of
this persounel on operatipnsl duties and titles of positions should te
changed to reflect asore sppropristely thelr operaticns)l duties. Thcose
sdminisirative functions recessary to divisions suck as time =nd stten-
dance reports, requests fir overtisme approval, etc. should be sssigred to
secretaries of brenck asd division chiefs. The Divisione affecteé bty the
sbove are: Anelysis, Reports (excepting the Administrative puumm in
Project Initistion and Control Brench, which is currently unéer seperate
revievw), Materisls, Industrial, Services, Economic Defense, aid tie
Requirements and Coutrol Etarf.

The sdministrative positipns in ithe following orgeaizational slements o0 0&.
are considered to Le Justifiable st this time: Chief, Bconomic Reseerch;

Chiaf, Geographic Research; Strategic Division, and Basic Intelligerce Divi-

sion. However, duties sufi records of these administrative persomrel waich
would normally be resident in a2 central admipistrative staf? should ‘s
transferred to St/A.

(1) Files--All files of sn saministrative nature shouid be centraiized

ir the Administrative Staff, to be available on & loan basis to the »r;me
of the Assistant Director and other organizational elements iamediats
uporn: request.

The personnel files mainteined in 3t/A should consist only of tbe official

Cardex file, 87-528 (37-38) filed by position number, IEM msc.ine rucs, acd
an IBM "locator” card fucﬂ ﬁp&hﬁ;@lw for esch individua..

A mopthly progress :opor; to the Assistant m:«tctar, via the Jeputy
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and should include all significant edministrative actions Aiwing the
month covered, such &s Jersomnel entersd om duty, separations, tranafers,
promotiocns, reassigmments, travel, extended leave, excessive overtime,
training, space, etc.

5. RECOMMENDATIONS.--

Ao THAT the title of the position “DAD (E¥ecutive)” should be chanzed
10 "Deputy Assistant Dirmctor”, and THAT, regzarding administretion,
this position should be charged colely with Tormulation saé direct on
of poliey for all matters relatin: to administrative managensnt support
for OFR™,

B, THAT the Chief of the Adsinistrative Staff, ORR, should sdvige

on the establishbment of nédmislstretive policy, izplement such poiicy
at the direction of the Deputy ‘ssistent Director, and ms’atain lie son
internal and externel reparding isplemsntation of ypolicy.

C. THAT administrative sugport staff for ORH should be re-aligned es
shovn in the Chart of Becommended Rediptribution of Administ-atlve
Persomnel, attached as stnpex I7.

D. THAT sll edministrative files for ORR should be centralized in 7377,

T. THAT Bt/A shouid eliminste persommel folders aad send all permasent
recerd material nov comteined thersin to the official files » the
Personnel Office.

F. THAT » monthiy progress report should be sube: tted by St/A to ths
Assistamt Director, via i2e DAD, covering all significamt sduinigtrat:ve
actions, to replace reports presently submitted except specinl studies.

G. THAT the "St/A Recommended Duty Assigmmests’, Anmex IV, should be
effectusted,

H. THAT the "St/A- Charta of Recamended Procedures” » Ammex VI, shouié
be incorporated in the G Menusl as Beguletions, ,n necretive form .
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CONCURRENCT -

V. L. Pael, Chier
Organization and mwx Bervice

ANREXES -

I. Chart of Pressnt Organizetion
II. Chart of Recommerded Redistribution of Administration Persomrel
IIT. St/A- Presunt Duty Aseigswsts
IV.  St/A- Recommended Duty Asslgnsents
V. CCeots of Present Procedwse '“7“1"‘"‘1"2““"*‘ % SY/A, ORR.
Vie Charts of Rectamendaed *’ra.edma‘g ) : /A, o
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